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To: M r .  W i l l i a m  I. Myers 

My f i r a t  three years i n  The Rockefeller Foundation were spent as 
61 member of  the International Heal th  Board i n  Brazil. 
1922-23, i n  the New Pork of f ice  i n  the newly-formed Division of Medical 
Education where a8 Dr.  Penrce's assit-tant and especielly during hits abaatnces 
I had di rec t  contact with the principal of f icers  of both the GSB and the RF 
and a scant but vivid fmprassion of the Trustees of t h a t  day. I CO<S-&@%~Y, 
I cannot c h h  the detachment or the unfamiliarity with the I H D  t h a t  would 
have some advantages i n  approkching the present problams of  i t s  program and 
organization. 

Then came two years;, 

But i f  the I H D  were a par t  of some other foundation and I were 
askeu t o  comment upon i t 5  program and organization, IC would make  the obs, -ma- 
t i o m  tha t  follow because I think they reach behind or  beneath %he more 
imrtlediate issue8 t o  aspects t ha t  are more import;iant. I hope tnht t h i s  
memorandum even i f  it goes beyond the ilmmediate issues of program w i l l  
j u s t i f y  i t s e l f .  
Celiberately it challenges certain tiiinb,s we tend t o  take for granted. It 
re l a t e s  not merely t o  t h e  choice of progrm kt also to what would help to  
nako tne future choices of progrm more f lexible  arid to bring to more prompt 
and certGin real izat ion the progrms thrzt are adopted. 

I t  views the IHD i n  a long perspective of future time, - 

I would not agree that the only end of the present review of the  
IHD prograao cpnd organization ia, to aelwct prograGmrsr fo r  i t  to follow. hore 
importtat i s  the ef for t  t o  f ind  a policy which w i l l  favor, o r  evm guarantee, 
f l ex ib i l i t y ,  adaptabili ty and enthusiasm i n  the task of f inding programs l a t e r  
on as well ae now. 

c --- 
Though t h e  nay smck of psycl-tiatric introspection, the f i rs t  

I think we do snd tha t  it is this:  
tninli; for us t o  do i s  to wonder whether we hbve any blind spot as we look a t  
tlL-t I t iD.  
indiwidual contribution tntit the Divisional Uirector &ea t o  the work of the 
Foundation. 
Personal vanity and extreme individualism threaten any organization, always. 
Modesty becomes the directors  of large sums of any kind of money but 
part icular ly  of philanthropic funm tha t  must call for th  genuine, and enthueie.stic 
hard work by the  recipien&. 
I doubt i f  the RF would h&ve i t s  present stertus if the of f icers  had e i t h e r  
claimed o r  ~ c h i t t e d  the grants of the Foundation t o  be their individual triuuphs. 
Our ins i s ten t  reticence has made it easier  for  the recipiants t o  assume both 
the responsibil i ty and t i e  c red i t  f o r  w h a t  they have acconpliehed w i t h  our 
funds, 
by the Trustees. 
disclaim, both inside the organization m d  t o  tne outside, the c red i t  for t h e i r  
SUCC~SSBG.  This a t t i t ude  should continue. 

we i y o r s  the perkonti1 ana 

Thare d m  ample, cokent and constant reasons for so doing. 

8 We have t o  aerke ourselves In the organization. 

tf' 

Nor would any 2osd.ble wSsmt;tL Czslus com3le& long survive queetioning 
In  any event, tns off icers  have steadily attempted t o  

But i n  a temporary access of objective rtxilism l e t  us  not avoid the, 
f m t  tha t  as long as it is the duty of tne off icers  t o  devise or find, md 
propose programs or projects t o  the Trusteela, the chrdinhl fac tor  i n  the 
Founuation'e mccess i s  to be explained by the quality, a b i l i t y  and character 
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of i t s  officers.  
\The Trustees cannot wiaely a s m e  any such reeponoibility. 
, the  future  of the Founacrrtion depend8 on i ts  chief of f icers  eurd the  @ m e  goea 
' fo r  the future of hny diviBion, Therefore, i f  it could be shown tha t  n o t  
enough care and ref lect ion hmebeen given to the Froceduree i n  selection of 
tine divisional off icers ,  I reasonable came3 would e x i s t  f o r  bet ter  selection. 

It htte got t o  be t he i r  work whether they admit it o r  not* 
As ti corollary, 

What is the policy of the Foundation in the selection of divis ional  
directors? I have never hssrd or  seen it formulated. What does the  record 
show? In  the I H D  all the successors of Rose have h e n  promoted frorn within 
the organization, 
subordinete, 
previous experience i n  the RF, Weaver and Spoehr cane into the K3 without 
previous experience* Stevens, similarly coming from the outside, succeeded 
Capps, but Fahs was promoted, m d  Ubree WAS made Director of t h e  Division of 
Studies es a promothxi. Obviously, t h e  first appoinbetnts of Rose, Pearce, 
Day, Capps end Mason were not from within the organization, though b80n*1 
appointment, as I. remember it, was based upon his st ipulat ion tha t  he would 
succeed Vincasnt as President. The record is clear  but variant,  It i s  n o t  
uniform, 
and deliberate going outside for a new director ,  In  an orgmization like? the 
Foundation w h a t  are the pros and con$ of each system - or  of having no systmi 
a t  all? 

In the NS I succeeded Pearce a f t e r  s ight  years-as h ie  
fn the! SS Willits WES brought i n  from the outeiae without 

No declared policy has be& followed as between promtion from inside 

%hen it i s  expected that  the director of a division w i l l  be promoted 
from within, appointments t o  junior skff  must be affected by the  c r i te r ion  
"Is t h i s  msul of really high qual i ty  and not merely a convenient a s s i s t an t  with 
obvious limitations?" (Getting r i d  of assirstmtb, with obvious l imi t s t ions  h ~ 8  
proven peculiarly d i f f i c u l t  in Fowuation experience.) 
from uithin cer tainly s t imiiutes  the general morale of staff members but it 
should c a l l  for aaminiatrative measure@ to tr6.h and t e s t  tiern. 
measwee,, it invi tes  inevitable r e m l t s ,  More expl ic i t ly ,  promtlon froril within 
runs the  r i s k  of appointment to the directorship of a subordinate, who unless he 

The policy of promotion 

Lacking such 

has represented the Foundation tibroad, end 60 i n  eone measure licd some experience 
i n  being thus along, has had l i t t i l e  stimulus for  the independence, or ig ina l i ty  
and freedom of his  convictians m d  the breadth of h i s  horizons. I n  the aggregate 
w d  the long run, promotion from within favors routine thinking, tenaci ty  of 
purpose, getting things finishad rather  than finding en t i re ly  new things to do. 
It rewitrds efficiency and loyalty t o  the tradit ion8 of the organization rather  
t h m  a ler tness  t o  new problemrs and t o  pioneering, Promotion from within, i f  it 
arrives only a f t e r  54 or 60, cheats the orgctnimtion of the chance of  young and 
enthuaitistic leadership in new departurea. 
and there are exis tent  claims t0 c t r r y  on %hit is alrecrciy undar way but not 
finished. These considerations Eire not unfmilisr  to those who have watcned 
academic l i f e  o r  the Amy and Navy i n  almost any country. I would tharefore 
underscore the question whether Promotion from within i s  approprb te  t o  the morat 
d i s t inc t ive  functions of &L foundation, wen if as B policy it works reaeonably 
well Zn an operating orgeuzization, 

There isn' t  time before re t i reaent  - 

Deliberately going outeide for z1 new divisional director  of course 
involves the new di rec tor  i n  two o r  three yems of bewilderment and hard work. 
He ought t o  be young enough to ~ t a n d  tkt w d  yet  old enough to remain true to 
his own convictions, u n f m i l i a r  as they may be a t  the outset  t o  subordinates, 
colleagues and trulr;tee@, Though my withers are wrung i n  aaying it, I think tha t  
thus far the outsiders appointed a6 divisional Girectors have brought nore that 
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was progressive, o r i g h d  eund erleruy Qdkjlptive than fits coase3 f ~ o n  diraetoss 
appointed from within, 
motion while they l a m  t h e i r  new job, but I would prefer l o s t  m t i o n  i n  PA 
founciation t o  the, losa of challenging new ideas, 
we are l iving in cfn adautive c3vUization. 
for en foundation. I woula not refuse to consider a8 ra candidate a p n e  who 
had ever been in We Foundation, But he ought %CJ get out of the Fawndatkm 
In order to  run the chancar of being o~z3.1~3 back, 
much to redmove the obloquy of ever Leovlnhj the  Boundatioa, euld a u s  qui&$a 
the pace and the i n t e rchage  and the experience of our pareomel* 
policy wouid have the disaavanta.de of hcrcsasing the a a l a y  scale nscesswy 
t o  a t t r a c t  men to jobs thrt were l i ke ly  t o  h  ne^^ instmid of baing 
only mxxindly so4 

Going Outside f o r  divisional d i r e c h m  involve% loritt 

As Elton f48tyo used to i n s i s t ,  
Right there lie$ the rai%m d * @ t r r  

Such PL rerblbaation would do 

Such w 

Our. ona-year appointments are only ~oa3tzlslly ~~~~~~~ 

The rrbssacra of any ~ ~ ~ l ~ ~ ~ d  policy seam to net tRa mctlre t h e  
advantages of nei ther  system, As long a6 we, never muow my ine l i tu t lon& md 
80 get fro@ from the i r  d e ~ e ~ d ~ c ~ ,  our EiF obligation t o  continue aupposl 
SndefLni-ly ox bsr accused of l e t t i n g  institutionrs down (cf ,  this Rational Mrtmratr 
Couacil) exerts a .very coasidmxbie prtstjvure on any incoming d i rec tor  to keep 
on with exioting progrmh 
chances when there ie no defbned system. 
tmptat ian to promote 

things;" to take EI know gooti m ~ n  mther than the r i s k  of IPI bsttsr os 
WQPW outsider, And as long 
endowamnt we sPlalf tend eaneervativelg and continually t o  prefer pronoting 
maawne familiar with the putr The eaPaie8t way, L e , ,  wking $n intesaserll 
promotion, dulls the urgency of looking for BL f i s e t - r a t e  outsider* Yet th 
chance t!xiat it m y  not be an intsmsal promotion di8turbs the morale of $ubordinatas* 

The funiors i n  B division are %ore uncerteLb of t h e i r  
Elaving no deflntld policy ends i n  Lhs 

a8.n who knows a11 the ropes and "'the Foundation way of 

we W e  repeated ashort-t.rtm grants rather than 

In  tine experitancta 1 have had i n  the Foundation f e w  arspects of i t a  
work, it$ public steatus and Its miquenem haye L~gpressad ne mre than the I 

remlts of p i t t i ng  large 
sensitiveness and conviction provided they could tmnsurit the laest of these, 
conviction, to R discriminating and Z;houghtfuZ b a r d  of trusteeso 
an uninterrupted ciirtber within (E money-grantlag organization is t he  ideal 
efrcutssbcat for developing the  sensitiveness, t he  or ig ina l i ty  and the convictions 
appropriate t o  the peculiar opportunities of a newly-appointed d iv i a ioml  directol?, 
Is there any other coux^m opm? 

of money in  the hands of m a  of  Zmginettion, 

I doubt if 

For such present functione of tkle 3LHD BB appear cer tain t5 have mother 
f i f t y  yews  of valtmble operation, I wou3.a think thti a plm for the e n ~ o ~ ~ t  
and event&d ~~~~~t~~~ of such a c t i v i t i e s  Imm the pioneering m d  zrglol-atory 



we* that the XHD also doerr would delserve crareflal coneideration* Anythiag elso 
thGt X can see wtll rPies the rcnamn underlying the present reviewI 

b B  a passib* affective B1(IoBW@ 1 Woad 8Ug&08t that o w  m b a d t t e s  
recmmmd that the whole Comaittee presont a slsrles of queationr fa Doctor Vcapratr - 
moh aer, W m t  do gou grapoae in tbe field of IllaZarh? UZuat use do you aee io. 
the, mafatsnanee of skff menbars i n  foreign countries even if not Pnrch money fr 
to ba s p a t  under their direction? What Bo you propose in the field of medical 
care? W h a t  fLelde that the IHD has never worked in inv i te  XHD intareat new?" 
For the pmgrm committee and sven nore for the entire ConsmPttse tm cheoaa whut 
he is to take zra fields for the IHD nuis B larger ria tiban I think is reralised 
kf relieving hi8 of complete rerpoazsibility by putding blinders on h i 6  uagle of 
vieion* Wickliff'o Rose war wire, X think, in w i n g ,  "1 eammt uay what the 
Tmateer wilx do or w i l l  not 40. f can only tell p u  w h a t  they b v e  

f should regret m b  Biac:Laisl any bferoncer of a personal nature jsI 
I have t r lsd to bo detached, impersonal an8 clawr this memorandwar 


